Abstract -Shifting the focus in Change Management
INTRODUCTION
Change Management, as a field, faces a challenge to the assumptions both in literature and practice about the way in which change management communication is both understood and approached. Addressing this issue, Gardère & Collerette [1] state that the focus is placed on the best ways for change managers to send messages, rather than the more compelling experience and understanding of the receivers of change communication.
To go beyond a management-focused perspective to an interactional perspective on Change Management communication, this paper looks at management choices in media channel for the initial change communication to change users, and the users' reactions to these communications. This dual focus takes into account the interaction between change leaders and change users as a form of socio-technical design, and reveals the organizational culture resources that change users rely on during organizational change implementation.
The act of announcing Change Management can be understood as the beginning of the Change Management Implementation phase. To examine the effects of change announcements and the influence of media channel choice, we analyze 61 interviews from 28 different change management initiatives in Switzerland, focusing on reactions to the initial change announcement. This study considers patterns among media channel choices, and responses to those choices from an employee perspective. The study takes a point of departure in a model for interactions between change management leaders and change users, as seen in Figure 1 . Note that in the lower right quadrant, the Change Management implementation phase relies on a shared responsibility for communication between change management leaders and users. This shared responsibility is seen as having resources for both understanding and action rooted in the organizational culture. [2] When the shared responsibility for communication is rooted in processes for understanding and action 978-1-4673-0012-1/12/$26.00 ©2013 IEEE emerging from organizational culture, the change process can be understood as encompassing both explicit changes for the organizational structure and technical processes, as well as implicit changes in the available resources for action at the level of organizational culture. These implicit changes can be understood as the social aspect when we approach the change announcement by considering it a socio-technical phenomenon.
FIGURE 1. INTERACTION PROCESSES CONNECTING CHANGE DESIGNERS AND CHANGE USERS

METHODOLOGY
To get a better understanding of the effects of Change Announcements on employees, we looked at both the technical choices in managers for constructing and delivering change announcements and the social effects of these choices within the organization. We treated the change announcement event itself as a particular issue, within the context of broader interview data focused on the effects of the Change Management process as a whole for employees. The data we used was collected in a structured, reflected manner by professional students in the Business Administration program at HEG as part of a course project for their Change Management Course. The professional students had a minimum of 3 years work experience in industry, and on average, half of them were working full time during their program. Thus, they brought both research and practice perspectives to their work in gathering their change case data. This experience allowed them to bring a level of understanding of organizational dynamics and realistic insight into their interview process. Through a subset of the interview data, a global picture of Change Procedures related to the change announcement was constructed.
The professional students used the in depth interview material to get a better understanding of concrete aspects of change management processes. Further investigation of specific problematic issues emerged from the data [2] , such as issues with the Change Announcement that are directly connected to the overall change process. So, we opted for a discovery approach [2] , [3] first, and constructed our own methodology focused on the Change Announcement as a problematic issue. Change Management literature [3] considers Communication of Change as an integrated part of a whole Change process, rather than in the separate way we are treating it for this study.
Data had been collected from final semester Professional Students in the Business Administration Program between 2008 and 2012. A selection process of identification of a company and individuals who experienced Change was defined in the very beginning of the collection of data. A group of researchers discussed how students in a business context should be able to identify real Change Management cases based on reality. So, two steps for identifying a company and actors were identified: Students' classes had been composed from two groups: full-time students who had current working experiences, and part-time students who were also employed part-time. Every student had been or is still working in various companies. Therefore, students chose their individuals directly from their social network.
A member of the research team controlled every choice of company and individuals identified by students.
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Next, professional students were taught standard procedures during their Change Management Courses to support the construction of a valid interview grid and methods for approaching in depth-interviews. Proper Qualitative Methods training courses were integrated directly in the Change Management Program. In this way, students could apply their methodological knowledge directly to Change Management issues. Their field behavior for future in depth-interviews was included in the training, too. The interview grids covered the same theoretical dimensions over all years. A particular question, "Tell us, how did you learn about Change?" was asked of 61 persons during in depth-interviews [2] , [4] , [5] , [6] . Students invited actors who had lived through a change management initiative, to tell their personal views about how they experienced Change during the Announcement. Several factors emerging from this "story telling" could be seen in the resulting data:
1. We learned what type of media communication tool had been used for communicating Change, such as Conferences, E-mails, Letters, Radio, Newspaper Articles, etc.
The Announcement had been made orally or in
writing. This choice of delivery channel can be seen as a direct indicator of cultural habits in the organization. 3. The direct perception of Change Announcement was described by actors who experienced it. Here we integrated the social part of perception of what was really understood and lived emotionally from the individual's point of view.
We coded the interviews by reaction, classifying reactions into positive and negative categories. So, for when an individual gave a negative reaction based on his/her first impressions of the Change announcement, we marked a 1 in the negative category, and a 0 in the positive category for initial reaction. The determination of these values is based on interviewees' descriptions of how they received the Change announcement event. This gave us a quantitative overview, but we still needed to examine the descriptions in detail to make sense of the data on a qualitative level as well.
In total, 61 individuals have been interviewed An interview lasted 1.5 hours in most cases, so we have about 91 hours of registered material. The interviews have been transcribed and then analyzed. Next, a specific Excel file was constructed, integrating the following factors:
• The collected data was analyzed using content and the analysis steps from Prodin's method [7] . This method permitted us to construct a structure in data, doing the "paste-copy" step of contents structure based on same themes. Those themes emerged directly from patterns of description in the content analysis.
Results showed independence of Type of Company, Size of Company and the Year of Change. We based this independence on the fact that the same media tools, positive/negative reactions, and the same Forms were used in Small, Middle, and Large-sized Companies; therefore, the Size of a Company was not significant with regard to the perception of Change Announcement for individuals. It certainly is significant in regard to Communication planning, but we focused only on the receiver's side, here. Therefore, our results can only be considered as general ones as they cover data coming from 5 years.
Control steps of data analysis were realized through cross data checks between different years and independent member checks from our research team. Data was compared between different years and we could not find differences between years; therefore, recurrence and coherence within the data could be guaranteed.
PRELIMINARY FINDINGS
Preliminary findings emerging from the participants' descriptions of change experiences and their frustrations with the change announcement can be described as recurrent themes in the data. During the interviews, participants not only described their change experiences, but also evaluated the experience, and often explained what action and experience they would have preferred instead of the change announcement they experienced. In this section, we describe four key themes emerging from the participants' descriptions and evaluations of the initial change event they experienced. These themes can be understood as giving directions for best practices to communicate change from the very beginning. However, they can also be analyzed from shared responsibility from the change communication standpoint. To approach the shared responsibility frame of reference, we will discuss the implications of each theme from the perspective of organizational culture and resources for both understanding and action rooted in that cultural context. These themes are:
I. Inform employees about change considering their perceptions and concerns
The theme of informing employees about change with a consideration of employees' perceptions and concerns 978-1-4673-0012-1/12/$26.00 ©2013 IEEE can be seen both as a guideline for communicating change and as recognition that change managers need to both understand and use the cultural resources available to them as they make choices about the initial communication around the change event. One of the issues discussed in this theme was the need for reassurance about whether employees would keep their jobs. Another issue discussed was the proximity of change decision makers to the workers experiencing change. In cases where there was close proximity, it was seen as more logical. An interviewee from an internal restructure Change Case supported this experience. He told us that he perceived the Change Announcement as something "logical," so positive. He explained that, "…we do communicate very often and regularly, anyway. We do get always information about anything. So, therefore, we knew everything before it will really happen. Somehow, we are always up to the latest news, so we are prepared…" (Interviewee 32).
But this close proximity and frequent communication was not a part of the change experience for many of the interviewees. For example, one interviewee explained that they were on board with the idea of change, but to get enough information to understand the implications of the change announcement, they practically had to do espionage. This interviewee told us that he felt nearly like a "James Bond". He took a train to have a look at the new buildings from the "other" company. He said,
"…it was more about a question of comforting myself. But at the time of Announcement we had NO contact at all with those people…" (Interviewee 15).
Other workers were frustrated by their lack of knowledge about "new ways" to do things in the organization because they didn't understand the consequences, and felt that management did not always understand the consequences for others in the organization either.
The data showed a combination of negative and positive reactions to Change Announcements. Positive perception of interviewees led to an explanation of the Change Announcement viewed as "logical action" due to daily business needs. Negative perceptions were described from the following issues:
• A lack of information: The less people know about the reasons and need for Change, the less they will have to understand the organizational need for Change and its human consequences.
• A lack of implication: no information is given about how people planned to participate in the following Change process. In addition to these basic issues, the interviewees felt that the change managers confused the economic goals of the change and the needs of individuals facing the change, which are not only economic, but also social and psychological in nature.
The implications of these reactions to the change announcement in which interviewees felt that change managers did not take their perspective into account are both socio-technical in nature and rooted in an understanding of change as a socio-technical phenomenon. The interviewees consistently demonstrated an awareness of norms in organizational culture for communication, and criticized the violation of these norms as poor choices for announcing the change processes.
II. Provide employees with an overview of change processes at the intial change communication event
For this theme, many interviewees understood that the poor change communication practices in terms of giving employees a complete overview of the process was a form of risk management. They saw it as risk management because it could prevent people who would be laid off from leaving while they were still needed by management, and at the same time avoided giving disgruntled employees opportunities for last minute action that could be detrimental to the company.
Employees discussing this theme indicated that they felt management was not acting responsibly towards them. Thus, they felt unable to share in a common responsibility towards change communication.
We found the following factors which in the interviewees descriptions of change experience resulted in negative perceptions of the Change Announcement and Change Process due to lack of information touching directly on Change Procedure concerns in the initial Change Announcement:
• Risk Management with regards to the risk of departure of employees. The "timing of Communication" can influence employees experiencing change. Announcing key information too late as a way of realizing change can be perceived negatively because it appears to not have been planned sufficiently.
• "The way of explaining things": This addresses how much specific information about the mechanics of the change process is included to acknowledge the employees' perspective on change. This point is directly linked to indications of place, timing, procedure, courses etc.
Another area in which this theme emerged was change management for new technology systems.
Here interviewees described the importance of employees understanding why change to a new technology at the very beginning of the change process. For example, one interviewee involved in a change case related to a new technology rollout stated that:
"In the very beginning I didn't know anything. I was doing something different, so I didn't felt concerned by the Change Procedure going on. So, time passed. One day, I was informed by my colleagues and later on by my direct superior… and then I learned that it affected me too…" (Interviewee 23).
This interviewee missed a specific overview of the change process in the Change Announcement, and was able to avoid change for a prolonged period of time before they were "caught" by the Change effort.
These findings can be used as recommendations for how to construct a better change message, but when we look more deeply into them, we can also see that they refer to recognizing and communicating how the change affects opportunities for action and current understanding. Changes in technology can affect opportunities for action. For example, if employees are accustomed to static pages on their Intranet, and the new technology involves dynamic pages, their opportunities for using the bookmarking systems they may have set up to help their work flow more effectively can suddenly end. This affects opportunities for action, because using bookmarks and going directly to a page becomes no longer possible. Then, when actions of habit no longer support productivity, employees are put in a position where they need to develop new understanding-not only of the technology, but also of how to streamline the new way of using the Intranet while maintaining their productivity at the same level.
These combinations of opportunities for action, the work habits formed for efficiency based on them, and the understanding or knowledge necessary for both using and optimizing the new system reflect part of the organizational culture. One could argue that opportunities for action, understanding/knowledge and optimization practices are resources for organizational culture. Thus, treating the content of the change message as a form of socio-technical interaction can be realized through the inclusion of resources for organizational culture in the change project conception itself.
III. Manage risks within the change announcement itself by integrating them
This theme is not directly mentioned in the interviews, but rather emerges as a way to deal with concerns that interviewees consistently mention. Many of the interviewed employees described a high degree of fear and uncertainty as part of their reaction to the change. In some ways, acting out of these fears can be seen as a form of risk. In the following Change Management case focused on the acquisition of one company by another, the interviewee reflects on rumors and the shock of hearing the news first on the radio, rather than in the organization. Surprise can lead to fear and insecurity about jobs. When employees are driven by fear, there is not necessarily time and space for a focus on meeting company goals and contributing productively to the organization. Potential risks include circulation of rumors (both true and not true), as well as leaks in cases where legal restrictions prevent the distribution of information. Due to those social needs to address insecurity and fear, along with the factual side of the changes (i.e., details of the merger) the Change Announcement can be thought of as having both a social and technical purpose. When the social and psychological needs of the employees are not considered in Change Announcements, the reactions can lead to future resistance during the implementation of the Change project itself. Thus, risks themselves can be seen as social-technical in nature.
IV. Announce social communication tools including social media or other electronic spaces for employees to share
We found that a suggestion of social communication tools that permit social exchanges about human and organizational concerns between employees and the Management board have been rare. There is one case, in which an interviewee described a specific Intranet platform installed to support dialogue about different 978-1-4673-0012-1/12/$26.00 ©2013 IEEE concerns during the Change procedure. In this instance, the tool was immediately integrated in Change Announcement. This led to considerations about how different enterprise Web 2.0 Communication tools could be integrated directly in Change Procedures. These Communication tools, which offer the possibility for knowledge communication addressing both the technical and social/psychological aspects of employee reactions to change, may reduce negative human perceptions of Change projects.
DISCUSSION: CHANGE COMMUNCATION AS BOTH TECHNICAL AND SOCIAL IN NATURE
In each of the four preliminary findings about the Change Announcement, the recommendations for communicating change can be understood as a form of socio-technical design.
The technical aspects of the Change Announcement can be understood as information about the change itself. The social aspects of the Change Announcement can be understood as empathizing with employees and addressing their fear, uncertainty, and the changes in organizational culture-both in terms of 1) the changes in opportunities and constraints for action within the context of the organizational culture, and 2) how the change affects ways in which employees understand and seek knowledge necessary to accomplish and be motivated to accept and work optimally within the Change process framework.
To return to the model of interaction in Figure 1 , in which we understand the Change Announcement as part of the Change Implementation, relying on a shared responsibility for communication between change designers and change users, socio-technical design principles suggest that Enterprise 2.0 tools with social media features can be used to support change management.
The term "open leadership" [8] refers to a way of leading that is not about controlling, but rather focuses on building relationships supported by social media technologies. This notion of open leadership can be seen as a response to understanding the social and technical needs of different stakeholder groups for corporations. Given that employees are a key stakeholder group from an internal perspective, and their needs in a change situation can be understood as both information/knowledge-based and relationship-based, social media technologies and their applications to Change Management are a fruitful direction for the Change Management field to move in. Integrating these technologies into the Change conception, design, implementation and evaluation phases of the Change Management process offers management a way to create a dialogue and a sense of shared responsibility about change communication. Using these tools can augment the change process, but as Li [8] argues, they also ultimately need to affect the organizational culture and decision making structures related to change in order to fulfill their promise as tools that support healthy, respectful relationships.
CONCLUSIONS
In examining the experience of change through 61 interviews with employees experiencing change, we found four key themes that underlie employees' experiences with and reactions to change. Although they may simply look like suggestions for sending appropriate messages at the time of the Change Announcement, they have deeper implications which reveal a need to consider change communication from both social and technical perspectives. The themes are: 1) Inform employees about change considering their perceptions and concerns; 2) Provide employees with an overview of change processes at the initial change communication event; 3) Manage risks within the change announcement itself by integrating them; and 4) Announce social communication tools including social media or other electronic spaces for employees to share.
These themes reveal deeper concerns related to the social and technical aspects of Change Announcements, as well as the need for managers to remember to consider the effects of change on organizational culture in terms of both changes in the available means of action, and changes in understanding and knowledge which affect the employees' ability to continue to work effectively and efficiently. Thus, this paper suggests that Change Announcements, as well as Change Management initiatives can more effectively address both social and technical needs related to Change Announcements and Change projects through selection of social media that support respectful and responsible relationships between managers and employees. These social media efforts can then be used not only to facilitate change, but also to shift organizational culture towards the notion of "open leadership."
Future directions for research include using action research methods to design relationship-building exercises supported by social media, which, in turn, address and affect organizational culture through requiring a shift towards open leadership. When these relationships are both respectful and mutually responsible for Change communication efforts, they can be supported by Social Media through Enterprise 2.0 communication tools.
